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| NTRODUCTI ON
1. SI TUATI ON.

A. Background.
On 18 Cctober 1999 the Assistant Conmand of the Marine Corps (ACMO)

directed that CG MCCDC, “test, validate, and integrate the approved
I LC reconmendations”. From April 2001 to May 2002 the 2d Force

Servi ce Support Goup (2d FSSG conducted a Proof O Concept (PQOC)
that conducted initial testing of the |ILC recommendations within the
Marine Air Ground Task Force (MAGTF) Conbat Service Support El enent
(CSSE). In order to expand the success of the POC within the MAGTF,
an Expanded validation (EV) will be conducted in Il Marine

Expedi ti onary Force (MEF).

This EV Qperations Plan docunents the roles, organizations,
responsibilities, tasks, actions and events that will occur prior

to, during, and after the EV. The EVw Il initially occur within the
6'" Marine Reginent of the 2d Marine Division (2d MarDiv), and the
entire 2d FSSG |11 MeF, during the period June 2002- Decenber 2004. A
Plan of Action and M| estones surrounding this EV is provided as
Annex (A).

The “To-Be” logistics chain Operational Architecture (QA) provides a
Mari ne Corps-wi de, integrated view of the |ogistics chain focused on
fulfillment of the demands for products and services generated by
the warfighter. It is based upon standard best practices and
performance nmeasures, and then “custom zed ” to suit the
expeditionary nature of operations across the Marine Corps |ogistics
chain enterprise. The fundanmental benefit is the ability to provide
f ocused; responsive CSS to the MAGTF.

B. Assunpti ons.

1. CG 2d FSSGwill organize to provide integrated | ogistics chain
(product and service) support in accordance with the QOperational
Architecture (OA) work-flows, end-to-end processes, associ ated
roles and responsibilities. Specifically CG 2d FSSG wi | | :

a. Establish a standing “warfighter facing” organization
that will have Order Managenent (OV and supported unit
support CSS responsibilities as defined in the QA

b. Establish an organi zation that will have Capacity
Managenent (CM responsibilities as defined in the QA
Thi s organi zation may have a centralized CM capability or
the CMs nay be decentrali zed.

c. Establish a direct support CSS organization (if required
in accordance with METT-TS&L) that has the role of a
“forward depl oyed CSS (product and service) provider” in
the event a supported unit within the 6th Mrine
Regi ment, 2d Marine Division displaces fromthe Canp
Lej eune area.

DCI&L (LP) 1
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2. Adequate facilities exist to support this EW

3. EV docunentation from Deputy Commandant for Installations
and Logistics DC & (LPC wll provide necessary policy
wai vers required to support this EV

4. METT-T S& wi ||l be considered to help determ ne training
requi rements.

5. Staffing goals will remain constant with current unit
Tabl es of Organization (T/Os) throughout this EV. 2d FSSG
will support this EV using organic resources to the maxi mum
ext ent possi bl e.

6. 2d FSSGwi Il retain current X-Series T/ O manning structure

7. 2d MarDiv funding will renmain consistent with current
| evel s t hroughout EV.

8. FSMAO-1 DC I &L (LX) and the Center of Naval Analysis (CNA)
wi |l provide technical expertise and assessnent support
during the EV.

9. 2d MarDiv will realign fiscal, as required, to support 6'"
marines, participation in the EV.

2. M ssi on.

The purpose of the Expanded Validation (EV) is to denonstrate an
agile, effective, responsive, and integrated |ogistics support within
the MAGTF. This EV focuses on the MAGTF' s G ound Conbat El enent (GCE)
and CSSE while in garrison — and to MAGIF 6 while deployed. It
utilizes the concepts, end-to-end processes, and Tactics, Techniques
and Procedures (TTP's) as docunented in the QA

3. Executi on.

a. Commander’ s | ntent

1. Concept of Operations. CG |l Marine Expeditionary Force
(MEF), with the sponsorship of DC1&L, will conduct an EV
of the QA commrenci ng June 2002 and cul mi nating on or
about Decenber 2004. The EV will validate the OA process
flows in support of 6th Marine Reginent, 2" Marine
Di vi sion and continue eval uati on of the eight separate
battalions within 2™ FSSG The EV will consist of three
phases:

a. Phase 1-Pl anning, Training and Baselining (June
2002- Cct ober  2002).
i. During the first phase of this EV, DC I&L

(LPC-FSMAO) / LPI/ LPVI LX) and the Center for
Naval Analyses (CNA) will conduct the
necessary base-lining activities to ensure
appropriate performance neasurenents are
defined and docunmented. Copy of the
col lection plan is provided as Annex (B).
Initial planning for this EV will be based on
the QA and the results | earned fromthe CSSE

DCI&L (LP) 2
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b.

POC, which is ongoing within the 2d FSSG |1
VEF.

Part of the initial planning for the EV wll
include the identification of specific tasks,
timelines, responsibilities, resource

requi rements, and conduct an initial risk
assessnent. The HQVC Concept of Operations
(ConOps) and 2d FSSG Logi stics Concept of
Support for this EVwll be briefed to the ILC
Executive Steering Committee (ESC) and
appropriate Commandi ng Generals within Il MEF
during the second phase (the execution phase)
of the EV. A copy of the “QA Qperators
Handbook” is attached as Annex C.

Phase 2- Execution (Oct 2002-Dec 2003). The

executi on phase uses the QA process flows and

TTP s.

Thi s phase begins foll ow ng the anal ysis of

the base lining effort. Base-lining' s function is
to determ ne the strengths and weaknesses of the OA
integrated | ogistics chain.

Phase 3- Sustai nment, Assessnents and Anal ysis (Dec

2004) .

Pre Assessnent. An anal ysi s/ assessnent report
will be submtted by CNA at the concl usion of
the QA base lining effort. CNA will be
supported by FSMAO and LX

M d-term Fi nal Assessnent. An

anal ysi s/ assessnent report wll be conducted
by (FSMAO 1) at the m dpoint of this
assessnment as well as at the concl usion of
this EV. Both reports will include the
definition of analytic nethodol ogi es used to
reconstruct events (to date) as well as assess
any test results to date. In addition, the
following activities will also be addressed in
the final assessment report concerning the
entire assessnent phase:

1) Docunentation, O ganization, Training,
Material, Leadership, People and
Facility (DOTM.PF) analysis

2) ldentify follow on inplenentation
3) Ability to test in deployed environnent

4) The inpact of a limted MeEF
i mpl enentation — e.g. 2d FSSG and only
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an infantry Reginment in 2d MarDi v and no
i npl enentation, to date, at 2d MAW

5) Final Assessment report due Decenber
2003

6) ESC briefing
b. Tasks.

1. Act as the EV sponsor and ensure the EV plan
neets the intent of the QA and |ILC concept. (LPI)

2. Assist in designing, inplenmenting and executing
the EV plan. (LPI/LPC LPD LX)

3. Provide In-Process-Reviews to the | LC Executive
Steering Conmttee (ESC). (LPI/2d FSSE 2d MarDiv)

4. Direct the performance of a Logistics Chain
Managenent assessnent (critique). Submt formnal
findings to the ESC. (LPI/LX FSMAO

5. Develop a data collection and assessnent plan.
Per f orm and supervi se data col |l ecti on and
assessnent. (LPI/LPC FSVAQ LX/ CNA)

a. Capture T/O & T/ E i npacts.
b. Provide a Monthly Status Report (MSR).

6. Assess and pronul gate policy changes as required
(LPC/ LPD)

7. Coordi nate assessnent plan and capture | essons
| earned. (LX/ LPI/LPC FSMAQ CNA)

8. Conduct a gap analysis and identify shortfalls in
I T enabl ers for inclusion the d obal Conbat
Support System Mari ne Corps (GCSS M)
docunent ati on. (LPV/LPI/LPD FSMAO

9. Conduct a final EV assessnment based on DOTM.PF
i npacts. (LPV/LPI/LPD FSNAQ CNA)

10. Provi de reconmendati ons for changes to the IT
enabl ers supporting the request managenent,
order managenent and inventory nanagenent
functions of the QA (TBD)

11. Provi de essential on-site liaison at Canp
Lej eune. (FSMAO 1)

12. Ensure information assurance security
eval uation is conducted in conjunction with EV.
(TBD)

ii. Marine Corps Conbat Devel opnent Center (MOW. and TFS)
1. Assist with data collection efforts.
2. Assist with interimT/O & T/FE s.
3. Conduct Doctrine, Organization, Training,
Materiel, Leadership, Education, People and

DCI&L (LP) 4
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Facilities (DOTM.PF) assessnent at concl usion of
EV

4, Mai(e necessary T/ O & T/ E adj ustnents.
5. Monitor and assess potential new

trai ni ng/ education requirenents as a result of EV
i npl enentation of the ILC QA its IT enablers and
new rol es and responsibilities. The purpose is to
anticipate future changes to the Program O
Instructions at Marine Corps Service Support
School s. (TECOM MCSSS) (LPC, LPI, LPV, FSMAO
support as required)

Mat eri al Command (Systens Conmand and Logi stic Bases).

1. Assist with IT devel opnent and gap anal ysi s.
2. Acquire, tailor, and field IT enablers as

required.

3. Provide Automated Information Technol ogy (A T)

nodi fication (e.g. A2P) as required.

4. Make m ni mum necessary system changes, as

required, to current systens in order to assess
the |1 LC concepts being tested.

5. Provide an IT solution to conplenment the EV and

to validate requirenents for follow on Marine
Corps wide I T enablers (GCSS M) .

2" Marine Division.

1. Assign an individual to act as the prinmary point

of contact between 2™ MARDIV and al |l external
agencies related to this effort.

Provi de nonthly status/update reports to HQMC (DC
I/L (LPI')), CG MCCDC, and CG I | MEF.

Identify areas requiring policy waivers and

. adjustments to DC 1 &L (LPC).

Draft EV inplenmentation plans or letter of
instruction (LO) for execution of the EV as
required.

. Support data collection plan as required.

Identify new training and resource requirements
as required.

Ensure necessary training/education associ at ed
with CAis provided to appropriate personnel.
For units participating in the EV, support and
performonly “Request Managenent” functions as
specified in the OA

2" Force Service Support G oup.

1. Act as the order nmanager and execute all CSS

functions, associated roles and responsibilities
as specified in the QA
Devel op the Logistics Concept of Support

. (garrison/depl oyed) and CSS EV Users Quide in

consonance with the QA



Integrated L ogistics Capabilities (ILC) program EV Operations Plan

C.

3. Provide resources as necessary to fulfill the QA
roles/responsilities of MAGIF Logistic Chain
Manager and CSS provi der (product/services) to
participating units.

4. Assign liaison officer(s) to act as the primary
poi nt of contact between 2" FSSG and ext er nal
activities (e.g. HQMC, FSMAG 1, CNA, etc.)

5. Provide nonthly status/update reports to HQVC (DC
| &/ DC PP&0O), CGMCCDC, and CG I | IEF.

6. ldentify areas requiring policy waivers and
adjustnents to DC I & (LPC/LPI).

7. Draft EV inplenentation plans or LA as required
for execution of the EW

8. Support data collection plan as required.

9. ldentify new training and resource requirenents.

10. Ensure necessary education associated with QAis
provi ded to appropriate personnel.

Coordi nating Instructions.

i. Annex A contains a high-level tineline and Pl an of
Action and Ml estones (POA&M for the EV.

ii. Annex B contains EV Data Col |l ection Pl an

iii. Annex C contains EV OA Operators handbook

4. Administration and Logistics N A

5. Command and Si gnal .

a

b.

DCI&L (LP)

CIVC (DC I &) has overall cogni zance for the conduct of the

EV units Command and Control (C2) relationships remain
unchanged, unl ess appropriate authority requests a
speci fic exception or as required by the QA

Reports. The information provided in these reports will
be included where appropriate as part of the

weekl y/ nonthly status reports published to the Marine
Cor ps seni or | eadership.

i. Mnthly Status Reports (MSR). Monthly In-Process
Reviews (1 PRs) will be conducted between DC I1&L (LPI),
CG Il MEF (4), GG 2d MarDiv (4), CO 6'" Mar (S4), and
CG 2™ FSSG These reviews will consist of a MBR CG
2" Marine Division and 2™ FSSG will subnmit reports to
HQVC (LPI) nmonthly via the chain of command. The
format to be utilized for that report will be provided
at a later date by DC I1& (LPI).

ii. Pre-Assessnment Report (PAR). An anal ysi s/ assessnent
report will be provided at the conclusion of the OA
base lining effort (to be conducted by FSMAO
1/ LX/ CNA) .
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M d- Term Assessnent Report (MIA) At the mid point of
this EV assessnment, a MIA status report (conducted by
FSMAO 1/ LX/ CNA) will be provided which will address a
“qui ck | ook perspective” to date. The format to be
utilized for that report will be provided at a |l ater
dat e.

Fi nal - Assessnent Report. At the conclusion of the EV,
a final report will be provided (conducted by FSVAO

1/ LX/ CNA) which will address the results of this POC
EV. The format to be utilized for that report will be
provided at a |l ater date.

Significant Event Reports. |In addition to the nonthly
IPRs and MSR's, 2d MarDiv (4) in conjunction with CG
2d FSSG (G3) will provide updates to DC 1& (LPI), DC
PPO and CG Il MEF ((4) as requested or as any
significant problens arise that may inpact this EV.
Signi ficant problens would include, but are not
limted to, a change of schedul ed events, real world
contingencies, or a |ack of resources that would

i npede the conduct of this EV

Public Affairs Plan. Al organizations involved with this

EV are encouraged to include public affairs officers in
their planning and execution activities.
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Annex A
EXPANDED VALI DATI ON ( EV)

EV Operations Plan

Pl an of Actions and M| estones (PQA&M

Event s Description/Location Dat es
Phase | Pre- Expanded Validation (EV) Activities
(Pl anni ng, Training and Baselini ng)
EV Units Identified (D vision and FSSG June 2002
Initial EV Planning Session@2d MarD v June 2002
Second EV Pl anning Workshop | @ CLNC July 2002
(Di vi si on/ HQVC reps)
EV Pl anni ng Workshop |1 @ CLNC
(D vi si on/ FSSE HQVC) Aug 2002
Pre EV Assessnent brief (QA baselining) by Sept 2002
FSMAO 1/LX to DC I & (LPI)
Conmence/test EV OV within 2d FSSG Sept 2002
Col I ect Wirkl oad Data DC &L (LX) Sept - Gct 2002
First Year Results of ILC PCC at 2™ FSSG Nov 2002
Brief EV Ops Plan to appropriate Jan 2003
| eadership for approval @I LC ESC
*EV OQps Pl an ( HQMO)
*Logi stics Concept of Support (2™ FSSGQ
I LC EV Qperations Plan published Jan 2003
EV Pl anning /Trai ni ng Sessi on workshop’s @| Jan-Feb 2003
CLNC
- Di v/ FSSG Key St af f/ personnel ( QA Log
Support & RV
-l mpl erenters (Order Managenent, Capacity
Managenent, and | T enabl ers)
EV ConQps brief to ILC ESC, CG MFL, CG I Jan 2003
MEF, CG 2d MARDI V and CG 2d FSSG
2d FSSG Logi stics Concept of Support Jan/ Feb 2003
publ i shed
2d MarDiv (LA) published Feb 2003
Phase 11 Expanded Validation Execution
InterimIT Enabler (COTS) fielded within Feb 2003
Il MEF
Initial Monthly IPR Mar 2003
Quarterly IPR June 2003
Quarterly IPR Sept 2003

DCI&L (LP)




Integrated L ogistics Capabilities (ILC) program

EV Operations Plan

M d Ter m Assessnent

Sep 2003

Phase |11

EV Sustal nnment, Assessnent and Anal ysi s
Report

Dec 2004

DCI&L (LP)
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Annex B
Data AnalysisPlan

Purpose. The Data Analysis Plan is designed to eval uate the inpact of
the Operational Architecture (OA) inplenmentation on supported and
supporting units participating in the Il MeF | LC Expanded Validation
(EV). It will also docunent organi zational and procedure changes nmade
inthe Marine Air Gound Task Force (MAGIF) and associ at ed performance
of the supporting units.

Background. Analysis of the supported units (2d FSSG is being

conpl eted during the ILC Proof of Concept (POC), which began during
March 2001. The EV marks a shift in analytical focus fromdeterm ning
success of ILCinitiatives to evaluating the inpact of QA

i mpl ementation on units supported by the FSSG  Anal ysis of supporting
units affected by QA changes will also be included. The nethodol ogy
used in this plan reflects this shift.

Overview. Annex B provides a roadmap for anal yzing the Expanded
Validation. It gives reasoning behind each neasure, a description of
each with a general formula, and general roles and responsibilities
for conpleting the plan. It is a framework intended to flex, when
vari abl es change. It does not provide the data el enent |evel detail
for how each netric will be calculated — it outlines what shoul d be
nmeasured, not how This will be done during the conduct of the plan
and docunented during each assessnent.

Met hodol ogy. The plan includes five distinct steps:

Metric mappi ng

Metric validation

Data col | ection

Data and process anal ysis
Docurnent at i on

OhowbdPE

Step one was conpleted as part of this annex. Steps 2 through 5 are
iterative. Each step will be acconplished for each subsequent
analysis at times determned by the ILC Center. The Center for Naval
Anal ysis (CNA) representative to the ILC Center will take the |ead
role in the EV Data Analysis. CGeneral roles and responsibilities for
EV anal ysis are shown in Table B-1.

EV Data Anal ysis Steps Lead Supporting
1. Metric nmapping LX LPI

2. Metric validation LPI CNA Rep LX, FSMAO 1
3. Data collection LPI CNA Rep FSMAO 1, LX
4. Data and process anal ysis LPI CNA Rep FSMAO 1, LX
5. Docunent results/findings. LPI CNA Rep LX, FSMAO 1

Table B 1. Ceneral responsibilities for EV analysis

DCI&L (LP) 10
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Mappi ng the EV Metrics Scorecard. The EV will show how i npl ementi ng
QA process changes inpact the six attributes of the QA reliability,
responsi veness, flexibility, readi ness, assets and expense. The plan
uses the Score Card (SC) netric hierarchy, when applicable and
achievable. Figure B-1 provides a view of the proposed USMC Bal anced
Scorecard devel oped and published in the ILC QA. Wen the nore
detailed QA netrics are not applicable or do not address key QA
initiatives within the EV, they are either changed, or are not
considered. Not all metrics in the initial set presented in this
annex will be used for analysis early in the EV. As data collection
becones avail abl e through introduction of the ILCEV IT solution, the

affected netrics will be included in followon analysis. Metrics were

mapped fromthe Proposed USMC Bal anced Scorecard to a set of EV
scorecard netrics by first identifying the expected effect of ILC

i nplementation initiatives on the six attributes. This hierarchy is
explained in the foll ow ng section.

Readiness Responsiveness
Operational Total Logistics Chain
Availability CycleTime
Reliability Flexibility
Quality Order Logistics Chain
Fulfillment \ / Capacity
USMC Logistics
Expenses Assets
Tota Logistics Asset
Chain Expense Utilization

Figure B-1. Proposed USMC Bal anced Scorecard.

Information Flow within the Order Process. This plan commonly refers
to the terns: request, order, repair order, supply order
(requisition), service order, and shipnment. Figure B-2 shows how
these terns relate within the order process. An understandi ng of
these ternms is necessary throughout the plan.

DCI&L (LP)

11



Integrated L ogistics Capabilities (ILC) program EV Operations Plan

| Request Created |

| Request Approved|

Order Created

| Repair Order Created| | Requisition Created| | Service Order Created|

| Repair O;der Cl osed| | Requisiti;)n Closed | | Service Order C|0$d|

\/

| Products Shipped |

I

| All Shipments Received|

Figure B-2. Information Flow within the Order Process

1. Reliability. Logistics chain reliability is the performance of the
| ogistics chain in delivering the correct product, to the correct

pl ace, at the correct tinme, in the correct condition and packaging, in
the correct quantity, with the correct docunentation, to the correct
custoner. It is not a neasure of speed, but a measure of accuracy and
timeliness. The Tier 1 netric is Quality Order Fulfillment (QOF).

The Tier 1 metric will be calculated using two Tier 2 nmetrics: Oder
Delivered by Agreed Upon Date and Order Delivered Conplete. “Oders”
wi Il be characterized as either a repair order or a supply order.
Quality Order Fulfillment is calculated as a wei ghted average using
the follow ng formul a:

Quality Oder Fulfillment =

[# Repair Orders X %Q0F (Mintenance)] + [# Requisitions X %O0F (Supply)]
(# Repair Orders) + (# Requisitions)

Quality Order Fulfillment
[

\ |
Quality order fufillment Quiality order fulfillment

maintenance/Distribution Supply/Distribution
| |
\ \ \ |
Order delivered Repaired Order delivered| |Order delivered
complete by agreed complete by agreed
maintenance upon date supply updon date

DCI&L (LP) 12
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***QOF i s dependent upon supported unit feedback. The supported unit
will ultimately determne the quality of the order.

1.1. Moving 2™ echel on mai ntenance to the internediate |evel and
i npl enenting the distribution concept will inprove Quality Order
Ful fillnment - Maintenance. This is not a SC netric, but is
necessary to conpute in order to achieve overall QOF

% of Repair Orders (Repaired Satisfactorily AND by the Agreed
Upon Dat e)

*** This netric | ooks at each repair order and checks both
requirements. The two netrics bel ow are cal cul ated by determ ning how
many times each condition was conpl eted, regardl ess of the other

1.1.1. Oder Delivered Conplete. This Tier 2 metric nmeasures
how often the end itemwas returned to the supported unit with
all corrective maintenance actions conpleted satisfactorily.

It is the nunber of tines end itens were returned to the
supported unit with corrective maintenance (CM actions

conpl eted satisfactorily.

# Orders Repaired Satisfactorily
# Repair Orders

1.1.2. Oder Delivered By Agreed Upon Date. This Tier 2
metric neasures how often the end itemwas returned to the
supported unit by an agreed upon date. That date is the
Required Delivery Date (RDD) when specified. If no RODis
speci fied, then the agreed upon date is the associated UW PS
standard. This date nmay al so be negoti ated between the
supported and supporting units. However, a negoti ated
date/tinme will only be used when the information technology is
able to capture it accurately.

# Repair Orders Delivered by Agreed Upon Date
# Repair Orders

1.2. Supply function consolidation and inplenenting the
distribution concept will inprove Quality Order Fulfillnent -
Supply. This is not a SC netric, but is necessary to conpute in

order to achieve overall QOF
% of Shi pnents (Delivered Conpl ete AND by the Agree Upon Date)

1.2.1. Oder Delivered Conplete. This Tier 2 nmetric measures
how often shi pnents are delivered to the supported unit in the
guantities requested, in the proper condition, with the correct
docunentation. It is the nunber of orders delivered conpl ete,

divided by the total nunber of orders.

DCI&L (LP) 13
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# Orders Delivered Conpl ete
# Orders

***Conputation of this nmetric will depend on a feedback/

di screpancy nechani smfor the supported unit. An order will be
consi dered conpl ete, unless the supported unit notes

di screpanci es.

1.2.2. Oder Delivered By Agreed Upon Date. This Tier 2
metric neasures how often the shipnment was delivered to the
supported unit by the agreed upon date. That date is the
Required Delivery Date (RDD) when specified. If no RDDis
speci fied, then the agreed upon date is the associated UW PS

standard. This date nmay be a negotiated date as described in
1.1.2.

# Orders Delivered By Agreed Upon Date
# Orders

2. Responsiveness. Total Fulfillnment Cycle Time is a Tier 1 netric
t hat measures the speed at which the |ogistics chain provides products
to supported units. This metric includes two of seven QA SC Tier 2
nmetrics: Request Cycle Time and Oder Fulfillment Cycle Time. The
other five Tier 2 netrics are not a focus of the EV. O der

Ful fillnment Cycle Time includes three Tier 3 nmetrics: O der
Managenent Section Cycle Time, Order Entry Conplete to Product Ready
to Ship and Transportation Time. Oder Entry Conplete to Product
Ready to Ship considers all repair orders and requisitions. For the
purposes of the EV, this plan will calculate three different

i nstances: Maintenance Cycle Time for repair orders, Purchase Cycle
Time for requisitions that are not in-stock, and O der and Shi pping
Time for requisitions that are in-stock. The relationship between all
of the above is described bel ow

Total Fulfilment Cycle Time |
I

[ 1
Request Cycle Time Order Fulfillment Cycle Time

(CWT)
|
[ | 1
Order Mangement Section| | Order Entry Complete to Transportation Time
Cycle Time Product Ready to Ship

Maintenance Cycle Time
L (MCT)

Purchase Cycle Time
H (backorders)
OST (w)

Purchase Cycle Time
o (non-backorders)

Order and Shipping Time
L OST(r)

DCI&L (LP) 14
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Total Fulfillment Cycle Tine = (Request Cycle Tinme) +
(Order Fulfillment Cycle Tine)

*** Total Fulfillment Cycle Time will not include Purchase Cycle Tine
or Order and Shipping Tine for requisitions related to Repair Oders.

2.1. Al four ILCinitiatives will contribute to faster O der
Ful fillment Cycle Tine.

O der Fulfillment Cycle Tine =
(Order Managenent Section Cycle Tine)
(Order Entry Conplete to Product Ready to Ship)
+( Transportati on Ti ne)

2.1.1. Inplenenting Cormmercial -off-the-Shelf (COTS) Logistics
| nformati on Technol ogy (LIT) will inmprove O der Managenent
Section Cycle Tine. This netric captures the amount of tine
el apsed from when a request is approved at the supported unit
until a requisition or repair order is created.

Requi sition or Repair Oder Created Date/ Tinme —
Request Approved Date/ Ti ne

2.1.2. Moving 2™ echel on of mai ntenance to the internediate
| evel and supply function consolidation will inprove O der

Entry Conplete to Product Ready to Ship. There are three
possi bl e cases for defining this nmetric, depending on the type
of order:

Order Entry Conplete to Product Ready to Ship = Mintenance

Cycle Tinme (for repair)

_or_
Order Entry Conplete to Product Ready to Ship = Purchase
Cycle Tine

_Or‘-
Order Entry Conplete to Product Ready to Ship = Order and

Shi pping Ti ne

2.1.2.1. Mving 2" echel on of maintenance to the
internediate level will inprove Mintenance Cycle Tine
(MCT). This Tier 3 metric is a cycle tine that begins
when the corrective mai ntenance repair order is created,
and ends when the end itemis ready to send back to the
supported unit. The QA calls this nmetric Order Entry
Compl ete to Service Conpletion Tine. It’s renaned to
capture repair inpact on Order Fulfillment Cycle Tine.

Dat e Repair Conplete — Date Repair Order Created

2.1.2.2. Mving 2" echel on of maintenance to the
internediate level will inprove Tine to Repair (TTR).
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This Tier 2 metric neasures the amount of tinme an end item
spent in the maintenance facility for CM and is not
awaiting parts. It is the tine between when the first
corrective mai ntenance task i s opened and | ast corrective
mai nt enance task is closed, mnus Supply Response Tine
(defined in 4.1.a). This nmetric is not aggregated into
Oder Fulfillment Cycle Tinme. It is included here to
descri be the responsiveness related to mai nt enance.

[Date Last CM Task Closed — Date First CM Task Opened] - SRT

*** This netric doesn’t include maintenance occurring after the
first part was ordered, and before the |ast part was received.

2.1.2.3. Supply function consolidation will inprove
Purchase Cycle Time. This netric nmeasures the requisition
fulfillment cycle tinme for all requisitions that are not

i n-stock when the order is received, and nust be sourced

t hrough commercial or governnental agencies.

Dat e Requi sition Ready To Ship — Date Requisition Created

2.1.2.3.1. Purchase Cycle Tinme — Backorders is
commonly referred to as OST(w). This nmetric is used
when an itemis requested that the Marine Corps
stocks, but is not in stock.

2.1.2.3.2. Purchase Cycle Tinme — Non-Backorders
occurs when an itemis requested that the Marine Corps
does not stock, and nust be fulfilled through

al ternative sources.

2.1.2.4. Supply function consolidation will inprove O der
and Shipping Time (OST). This Tier 3 netric is called
“Order Entry Conplete to Product Ready to Ship” within the
OA. It is renaned for the EV. Oder and Shipping Tine,

al so known as OST(retail), is the requisition fulfillnent
cycle time for requisitions that are in-stock when the
order was received. This metric will be calcul ated for

all products in supply classes (I-V, VII-1X)

Dat e Requisition Receipted — Date Requisition Created

2.1.2.5. Supply function consolidation will inprove
Supply Response Tine (SRT). This Tier 2 metric measures
t he anount of time maintenance waited for supply support.
It begins when the first part was ordered, and ends when
the last part was received. The neasure will span across
all corrective maintenance tasks within the WN

Date Last Part Received — Date First Part Ordered
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*** |n nost cases, there will be maintenance occurring
during this period, especially in cases when there are
nmul tiple corrective nai ntenance tasks opened at the sane

tine.
*** SRT is not aggregated into Total Fulfillnment Cycle
Tinme. It is included here because it is a nmeasure of

responsi veness. One observation of SRT can span across
several requisitions and therefore is not a conponent of
Order Entry Conplete to Product Ready to Ship. SRT is
used later to conpute Qperational Availability (A) and
Avail ability Due to Supply.

2.1.3. The distribution center concept will inprove
Transportation Time. This Tier 3 metric neasures the tine
bet ween when the product is ready for shipnent until the tine
that the supported unit receives it.

Dat e/ Time of Delivery — Date/ Time of Ready to Ship

2.1.3.1. Distribution and Adm ni strati on Response Tine
(DART). As previously stated in the Operational
Availability definition, it is the portion of end-item
downtine not attributable to Tine to Repair and Supply
Response Ti ne.

Downtime — ((TTR) + (SRT))

2.2. Inplenmenting Commercial -of f-the-Shel f (COTS) Logistics

I nformation Technology (LIT) will inprove Request Cycle Tine. This
Tier 2 netric nmeasures any tine that el apsed prior to the approval
of the request.

Request Approved Date/ Time — Date/ Ti ne Request

3. Flexibility. Flexibility metrics measure |ogistics capacity or
how wel |l the Marine Corps Logistics Chain can respond to sudden
fluctuations in supported unit demand. It is focused on supporting
unit resources. Capacity is the maxi mum anount of denmand the
supporting unit can neet through repair, product sourcing, or service.
Flexibility is expected to inprove during the EV due to better

all ocation of repair capacity, an inproved ability to source supplies,
and an inmproved ability to provide service. The OA Tier 2 netric

Ful fillment Capacity is the highest-level netric used to evaluate the
effects of QA inplementation during the EV. Fulfillnent Capacity
determ nes the capacity within the logistics chain that exceeds norma
operating levels. 1t is the degree to which production, sourcing, and
services can “surge” in order to neet a spike in demand due to
unexpected requirenents. This nmetric will consist of four Tier 3
nmetrics: Upsi de Make Capacity, Upside Warehouse Capacity, Upside
Purchase Capacity, and Upside Transportation Capacity.
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Fulfilment Capacity
|

I I I |
Upside Make Upside Warehouse Upside Purchase Upside Transportation
Capacity Capacity Capacity Capacity

Upside Warehouse
Space Capacity

Upside Personnel
Capacity

3.1. Mving 2™ echel on nmaintenance to the internediate |evel wll
allow better allocation of repair capacity and will therefore
better distribute Upside Make Capacity. This nmeasures the ability
of the intermedi ate mai nt enance organi zation to surge the

mai nt enance effort to neet a higher denmand requirenent.

Maxi nrum Qut put - Qut put
Maxi mum Qut put

3.2. Supply function consolidation will all ow the Supporting Unit
to better source supplies based on demand and will inprove Upside
War ehouse Capacity. This neasures the ability of warehouse
operation to surge to neet an increase in supported unit
requirenents. |t focuses on the resources the Inventory Manager
uses to regul ate supplies throughout. This nmetric is nade up of
two Tier 4 neasures not included in the Final QA netrics docunent
i ncl udi ng Upsi de Warehouse Space Capacity and Upsi de Personnel
Capacity.

3.2.1. Upside Warehouse Space Capacity neasures the anount of
excess war ehouse space avail abl e for surge warehouse
operations. It is neasured as a percentage using the follow ng
formul a:

Total WArehouse Space Enpty
Tot al War ehouse Space

3.2.2. Upside Personnel Capacity nmeasures the anount of
personnel time avail able for surge warehouse operations. It is
nmeasured as a percentage using the follow ng fornul a:

Total Hours Personnel Available for Work — Actual Wrk Hours
Total Hours Personnel Available for Wrk

3.3. Upside Purchase Capacity. This netric nmeasures the ability
of the procurenment managenent center to cover supported unit demand
for items not held by the inventory nmanager.

(# Line Itens Required (NIS))—(# Line Itenms NI'S but Covered by Contract)
# Line Itens Required (Not Stocked)
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3.4. The distribution center concept will better utilize
transportation assets, and will therefore increase the Upside
Transportation Capacity. It is the percentage of assets avail able
to neet an unexpected surge in transportation demand. It is

cal cul ated as a non-wei ghted average using the follow ng fornul a:

Transportati on Asset Hours Avail able — Transportati on Asset Hours Used
Transportati on Asset Hours Avail able

***This metric assunmes that an “avail able transportati on asset”
includes drivers certified to conplete the specific m ssion

4. Readiness. Equipnent readi ness captures how often equi pnment is
m ssion ready. Traditionally, the Marine Corps used RRating as a

nmeasure of readiness. This plan will conpare R-Rating with the Tier 1
metric Operation Availability (A). This nmeasure will be cal cul ated

using a nonthly time horizon. It essentially is a nmeasure of:

Upti ne
Total Tine

Al so stated as:
Upti ne
Uptime + Downtine

VWher e:

Total Tinme = nunber of days in the nonth multiplied by the total
nunmber of PEls

(Num Days in Month) X (Total Num PEIS)

Downtine = cumul ati ve nunber of days PEls had corrective nmai ntenance
t asks opened.

Uptinme = Total Time — Downtine

In an effort to capture the effects of OA inplenentation during the EV
this plan will use a nore detailed version of the fornula above.

Al though the definitions of the nmetrics listed below wi |l be explai ned
|ater, their nanes are listed so that the Tier 1 netric can be
under st ood.

Upti ne
Uptinme + (TTR) + (SRT) + DART

Wer e:
TTR = Tine To Repair
SRT = Supply Response Ti e
DART = Distribution and Adm ni strati on Response Ti ne
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Operational
Availability
I
| \ |
Availability Availability Availability
due to due to due to
Maintenance Supply Distribution and Admin
(TTR) (SRT) Delay Time (DART)
4.1. Supply function consolidation will inprove Operational
Avail ability Due to Supply. This metric assumes perfect
(i nstant aneous) nai ntenance and distribution support. It evaluates

supply function inpact on A,

Upti nme
Uptinme + SRT

4.2. Mving 2" echel on mai ntenance to the intermediate | evel wll
i nprove Qperational Availability Due to Maintenance. This netric
assunes perfect (instantaneous) supply and distribution support.
It eval uates the mai ntenance inpact on A,

Upti me
Uptinme + TTR

4.3. The distribution center concept and inplenentation of

Conmmer ci al -of f-the-Shel f (COIS) Logistics Informati on Technol ogy
(LIT) will inprove Operational Availability Due to Distribution and
Adm ni stration Response Tinme (DART). Currently, the Marine Corps

i nadequately records specific downtine for distribution and adm n
delay due to IT, or the lack thereof. This netric attenpts to
capture the conbined effects of distribution and adm n del ays.

Upti me
Upti me + DART

5. Assets. Assets describe the physical resources available to
provide logistics support. It is a Supporting Unit nmetric. The
nmetrics used for the EV will not follow the netrics proposed by the QA
docunent. Metrics will be used to eval uate personnel, facilities,

capi tal equi pnent, and inventory. Asset Wilizationis the Tier 1
metric.

Asset Utilization = (Maintenance Asset Utilization,
Supply Asset Utilization, Transportation Asset Utilization)
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Asset Utilization
|

I I ]
Maintenance Supply Transportation

Asset Asset Asset
Utilization Utilization Utilization
I 1 ]
Maintenance Supply Warehouse Inventory Transportation
IH Personnel Personnel Space Asset Personnel
Utilization Utilization Utilization Utilization Utilization
Maintenance Transportation
I Space Supply Equipment
Utilization Personnel Utilization
Manning
Maintenance
Ll Equipment Supply
Utilization Personne
Time

5.1. Mwving 2™ echel on mai ntenance to the internediate |evel wll
al | ow supporting units to use nai nt enance resources nore
efficiently and will inprove M ntenance Asset Wilization. It is
a percentage cal cul ated as a non-wei ghted average as shown in the
foll owi ng formul a:

Personnel UWilization + Workspace Utilization + Equi pment Uilization
3

5.1.1. Mintenance Personnel Uilization. This neasure is
used to provide an understanding for the anount of tinme

mai nt enance Mari nes spend doi ng mai ntenance activities. It is
cal cul ated as fol |l ows:

Total Hours Spend on Mi nt enance
Total Work Hours Avail abl e

5.1.2. Mintenance Wrkspace Wilization. This nmetric shows
t he amount of space avail able to perform nmai ntenance at any
generic location. It is calculated as foll ows:

Total SQFT of space used
Total SQFT of space all ocated

5.1.3. Mintenance Equiprment Wilization. This netric

eval uates the anount of equi pnent being used to perform

mai nt enance conpared to the anount of equi pnent available. It
is calculated as foll ows:

Total ampunt of equi pnent used
Total amount of equi pmrent O H
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5.2. Supply function consolidation will allow supporting units to
use supply assets nore efficiently and will inprove Supply Asset
Utilization.

Personnel UWilization + Warehouse Space Utilization + Inventory Utilization
3

5.2.1. Supply Personnel Uilization. This measure represents
t he nunber of supply Marines on-hand, and the anount of tine

t hey spend acconplishing supply tasks. It is calculated as

fol | ows:

Total Tinme Spent on Supply Tasks
Total Tine Avail abl e Based on ASKR/ SG

5.2.1.1. Supply Personnel Manning. This netric

represents the percentage of supply Marines on-hand versus
what is stated on the ASR and staffing goal figures.

Total Nunber on Marines O Hin Supply MOS
Total Marines in MOS - Manni ng

5.2.1.2. Supply Personnel Time Uilization. This netric
represents the percentage of tinme supply Marines spend
doi ng supply rel ated tasks.

Total Tinme Spent on Supply Tasks
Total Tinme Avail abl e Based on O H

5.2.2. Supply Warehouse Space Uilization. This neasure
eval uat es how war ehouse space i s being used for product
support. It is calculated as foll ows:

Total SQFT of warehouse space used
Total SQFT of warehouse space avail abl e

5.2.3. Inventory Asset Uilization. TBD

5.3. The MAGIF Distribution Center concept will allow nore
efficient use of transportation assets and will inprove
Transportation Asset Utilization.

Total Transportation Hours
(Hours Avail abl e per Truck)*(# Trucks All ocated)

***This nmetric assunes that each vehicle allocated for use has the
certified drivers required for the m ssion.
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6. [Expenses. Logistics chain expense netrics are designed to neasure
all expenses incurred in the planning and execution of the | ogistics
system For the EV, expenses nust be captured to reflect how

organi zations apply financial resources to the maintenance, supply
sourcing, and distribution efforts. The Total Logistics Expense

metric will capture these effects at a high level. Total Logistics
Expense includes three areas: Total Mintenance Expense, Total Supply
Expense, and Total Distribution Expense.

Total Logistics

Expense
| | |
Total Total Total
Maintenance Supply Transportation
Expense Expense Expense

6.1. Mving 2™ echel on maintenance to the internediate |evel wll

i npact Total Maintenance Expense. This netric considers all
financial resources applied to the mai ntenance effort. It provides
an indicator for the anount of budget all ocated and used by each
mai nt enance organi zati on for mai nt enance support.

6.2. Supply function consolidation will inpact Total Supply
Expense. This netric considers all financial resources applied to
i nvent ory managenent .

6.3. The Materiel Distribution Concept will inpact Total
Di stribution Expense. This nmetric considers all financi al

resources applied to distribution managenent.

Metric Validation. |ILC Center subject matter experts (SMES) vali dated
the EV netrics throughout the Metric Mapping process. This iterative
process included LX defining EV SC netrics in terns of the QA netrics
with I LC SVME validation at each step. Upon conpletion of this initial
mappi ng, FSMAO- 1 will review each netric definition to assist in
reviewi ng each formula, the appropriate |evel of detail, and to assi st
in identifying data sources for collection.

Data Col l ecti on. Once data sources are identified for each data
element, LX and FSMAO-1 will initiate data requests from appropriate

i nformation sources, including devel opnent and execution of nanual
collection tools if required. Once the data is collected, each netric
will be cal culated and sunmari zed using appropriate statistical

anal ysis techniques at the validated | evel of detail.

Dat a and Process Anal ysis. Process analysis will begin once the data
is sunmari zed for each netric. Significant changes or shifts in
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nmetric values will be used to highlight areas in the supported or
supporting unit |ogistics processes where analysis needs to be done to
understand the procedural, process, or structure changes nade in each
unit that effects this shift.

Docunent ati on. The nost inportant outputs fromeach iterative
analysis during the EV are the procedural, process, and structure
changes made by EV units to inprove logistics support. The analysis
of the netrics and these changes will be captured in docunentation
after each assessnent. The docunment format used for the first
assessment will be simlar to that used to docunent the Md Term PCC
Assessnent. This format may change throughout the course of the EV as
anal ytical requirenents are tailored to the ILC Center and deci sion
maker requirenents.

Assessnent Frequency. EV assessnents frequency will be based on the
needs of the ILC Center and appropriate deci sion makers. Three
assessnments and associ ated tine periods have been identified for the
begi nning of the EV. The frequency of the remaining assessnents will
be determ ned after the third assessnment is conplete. The first three
assessnents and general time periods are:

A baseline of the 6'" Mari ne Regi ment workl oad and | ogi stics
support performance (due 31 Cctober 2002)

A “Quick Look” assessnment of the supported and supporting units
using the EV Scorecard. (due during Decenber 2002)

An assessnent and conparison of units participating in the Wnter
2003 Conbi ned Arnms Exercises (due during April 2003)
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Annex C
EV
QA Oper at ors Handbook

DESCRI PTI ON.

Thi s docunent is published in place of a traditional Annex C

The Marine Corps is looking at logistics differently than it ever
has and the intent of this docunent is to provide background and
instruction in a uni que nmanner.

a. Participants in the EV will use this docunent as the
roadmap for organizing, inplenmenting, and executing the QA under
the EV. An QA serves as the TTPs (business rules) to conduct
integrated | ogistics chain support. Another way to describe the
QA is a description of tasks, activities, operational elenents,
and information flows required to acconplish or support Marine
Air Ground Task Force (MAGIF) operations.

TRANSLATI O\

During the re-engineering of the logistics chain CSS functi ons,
the Marine Corps chose to work closely with commerci al and DoD
entities. A termnology difference between mlitary services and
commercial entities quickly surfaced that required transl ation

for mlitary puposes. This docunent attenpts, when possible, to
“green” those concepts and ternms.

BACKGROUND

The Marine Corps has traditional categorized its |ogistics chain
into the six functional areas of CSS:

Suppl y Ceneral Engi neering

Mai nt enance
Heal t h Servi ces

Transportation
O her Services.

Logi stics systens, plans and orders historically address each
functional CSS area. Logisticians in peacetine, commonly discuss
support requirenments and concepts in terns of the individual CSS
functional areas. However, while each | ogistics functional area
is essential in all functions nust be integrated into the overall
| ogi stics support of MAGIF operations.

The Marine Corps is planning to acconplish this integration

t hrough the application of an integrated |ogistics chain
managenent theory. This approach includes a fully coordi nated
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set of related process cycles—including plan, source, maintain,
deliver, and return—and are collectively optimzed to ensure that
materiel and service requirenents are effectively and efficiently
pl anned for and executed to the satisfaction of the supported
unit. Integrated |ogistics chain managenent focuses on
satisfying the supported unit requirenents first and only then
nmeeting those requirenents with the | owest total process cost and
ef ficiency.

Definition.

Departnent of Defense |ogistics chain nanagenent is an integrated
process that begins with planning the acquisition of MAGIF
supported unit-driven requirenents for materiel and services and
ends with the delivery of materiel or services, including the
materi el returns segnent of the process flow, and required
information in both directions anong suppliers, |ogistics

| eaders, and supported units. (DoD Supply Chai n Managenent GQui de,
copyri ght 2000)

MARI NE CORPS | NTEGRATED LOG STICS CHAI N VANAGEMENT.

The CA has its basis in the integrated | ogistics chain (anal ogous
to the commercial term*®“supply chain”) managenent phil osophy.
Integrated | ogistics chain managenent manages cross-functionally
(e.g. across the functions of supply, maintenance, distribution
and engi neering) by integrating and managi ng end-to-end | ogistics
chain processes that ensure consistent fulfillment of warfighting
and ot her MAGTF operational requirenents. The extent of the
integrated | ogistics chainis not limted to the span of control
of the Marine Corps; it requires collaboration and coordi nation
fromthe MAGIF warfighter through Departnent of Defense (DoD)
organi zations and commerci al partners. The enphasis in a

| ogi stics chain causes a shift fromfunctional performance and
costs to total logistics chain performance and costs.

Mbst processes and systens optimzed for garrison and peacetine
operations usually violate a basic tenet of good operationa

pl anni ng—they do not take into account the requirements of a
“wor st -case” scenario. Garrison |ogistics chain operations al ong
the full length of the |ogistics chain are generally conducted in
a benign and rel atively undemandi ng environment. The nodes of a
garrison logistics chain are largely static in nature and enjoy a
robust infrastructure that supports the free flow of information
Alternatively, deployed operations, particularly conbat
operations, are typified by a highly dynam c, often chaotic
nature and occur in a “closed” environnent that interrupts the
upstream and downstreamflows within the |logistics chain for
product/services, particularly with regard to information or
visibility.
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This distinction between garrison and forward depl oyed CSS has
framed the concepts and recommendations fromthe original ILC
busi ness case in that context. Unlike supported units, the CSSE
of the MAGIF in the future will obtain visibility upstreamin the
| ogistics chain with suppliers while sinultaneously maintaining
an interface through an Order Managenent System (OVB) with the
ultimate custoners-the warfighters. Because the CSSE functions
as the “logistics bridge” between the warfighters and the rest of
the logistics chain, the CSSE is the “critical |ink” because it
links the warfighters in the area of operations with the upstream
| ogi stics chain flows. The CSSE provides the critical connection
t hrough the establishnent of Service Level Agreenents (SLAs) and
demand nmanagenent phil osophy that ensures product/service
fulfillment of supported unit demands. The requirenent to

mai ntain continuity of the logistics chain will rest largely on

t he shoul ders of the MAGTF' s CSSE. Furthernore, the

responsi bility for planning and executing the lion's share of
MAGTF CSS will also rest with the CSSE. This allows the MAGIF
Conmander the ability to realign |ogistics resources based on his
priorities in order to maxi mze conbat power.

I ntegrated Logistics Chain Characteristics.

Segnent supported units based on service needs. Traditionally
the | ogistics chain provides the supported MAGIFs t he sane | evel
of service regardless of mssion. The logistics chain of the
future nmust have the flexibility to distinguish between those
depl oyed, those in the beginning of the work up cycle, and those
in a garrison environnent. The | ogistics chain nmust be able to
tailor its CSS (products/services) to each separate MAGIF s

m ssion. The follow ng are characteristics that are found in a
successful integrated |ogistics chain:

Custom ze the |ogistics network. Wen designing the |ogistics
network, the focus of main effort is on the service requirenents
and operational mssions of the MAGIF.

Li sten to denmand signals and plan accordingly. Operations and
consunption planning nust span the entire chain to detect early
war ni ng signals of changing demand and ordering patterns, MAGIF
m ssions, and so forth. A demand-intensive approach |leads to
nore consistent forecasts and optimal resource allocation. By
appl yi ng best inventory nanagenent practices utilized by the
commerci al best-in-class conpanies, the Marine Corps under the
I LC programwi || dramatically inprove the Service |evel
Agreenents (SLAs) for the supported unit while at the sane tine
provi di ng additional funds, through inventory draw down and cost
avi odance.
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Differentiate product and service closer to the supported unit.
The Marine Corps can no longer afford to stockpile inventory to
conpensate for forecasting errors and uncertainty. Excess

i nventory occupi es space that can best be used to bring conbat
power to the battlefield. D fferentiation of sources of supply
and services allow planners to devel op strategies (Quadrant

Mbdel , ABC i nventory managenent, etc.) that provide consi stency
in the | evel of support to each MAGIF. The Marine Corps generally
manages materiel within various classes of supply wthout regard
toits end itemapplication or original use requirenent. However,
the comercial best practice is to focus on the end itempriority
and manage the individual parts accordingly. Today requisition to
order receipt cycle tinmes in the Marine Corps is neasured in days
and weeks, while the best in class comercial conpanies use hours
as their neasurenent of success. Today the Marine Corps uses one
| ogistics chain to manage all its nateriel while the commercia
best practice is to devel op separate | ogistics chains based on
criticality of need for that materiel

Strategi cally manage sources of supply and services. By working
closer with key suppliers (i.e. Defense Logistics Agency,
Caterpillar, Staples, etc.) the Marine Corps can reduce total
owner shi p costs.

Devel op | ogi stics chai n-wi de technol ogy strategy. |Infornmation
t echnol ogy nmust support multiple |levels of decision-naking;
through a clear view of the flow of products, services, and

i nformati on through the integrated | ogistics chain.

Adopt channel - spanni ng performance neasures. Effective |logistics
chai n nmeasurenent systens do nore than just nonitor interna
functions. They adopt neasures that apply to every link in the

| ogi stics chain; fromsupplier’s supplier to supported units
supported unit.

Denmand Managenent

Demand managenent may be t hought of as focused efforts that
estimate and manage a supported unit’s demand, with the intention
of using this information to shape operating decisions, SLAs,
inventory categories and their location in relation to the
warfighter. The essence of demand nmanagenent is to further the
ability of organizations to collaborate inventory |evels and

di stribution support that are connected to warfighter denmands.
Demand i nformation under the ILC programw || be used to create
collective and realistic service |levels of the warfighter future
needs and designate who in the integrated |ogistics chain can
provide that inventory and distribution to satisfy demands.
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A maj or conponent of demand nanagenent is forecasting the anount
of the materiel that will be demanded by warfighters, where to
|ocate it, howto nove it and who will manage it. Al though
forecasts are made throughout the |ogistics chain, the single
nost inportant forecast is based on the warfighter’s demand. In a
truly integrated | ogistics chain, all demands will enanate
directly fromthe primary demand of the ultinmte custoner-the

war fi ghter.

ORGANI ZI NG FOR THE EXPANDED VALI DATI ON

Movi ng fromfunctional “stove-piped syndronme” to |ntegrated
Logi stics Chai n Managenent.

Typically we organi ze our logistics around the six CSS functions.
Organi zationally, this fosters the perpetuation of

Current State

Multiple complex

Single complex

Garrison processes Deployed process
Non- Direct
|r:tegra’(_ed,d Sup?ort General _
;sng\é%;}pr:BZn‘t (Supplier 1) Support Supported SDlrect general
i ! upport upport
processes (Supplier2) Unit

(Supplier 1) (Su&lier 2)

2 o0 ! :;
CSS / AGS ® ®
E\§ Capabilities

Supported
Unit

CSS/AGS
Capabilities

Figurel: Current State

processes that are function specific and managenent that is
focused on requisitions, repair actions, transportation requests,
engi neer support, health service support, etc. Enablers (e.g.

i nformati on technol ogy) are devel oped for the managenent and
request processes that are specific to the |l ogistics CSS
functions. Figure 1 represents the current |ogistics chain
processes. O note is the difference between how | ogi stics chain
support is delivered in garrison environnent and when depl oyed.
The diagram of the garrison process represents the many touch
points for |ogistics chain support the supported unit faces after
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its organi c resources are exhausted. The colored circles
represent the six functional CSS areas. The deployed (i.e. CSSD
for a CAX, MSSG of a MEU) process provides the supported unit one
single point of entry for the delivery of |ogistics chain
support. GCenerally, the single point of entry manages all the

| ogi stics chain support froma centralized operations center

The supported unit need only levy the requirenent to that

organi zation. The telling point fromthis figure is that froma
| ogi stics chain perspective, the Marine Corps does not train
(garrison) the way it fights.

Perpetuating the | ack of coordination and integration in the
current | ogistics chain, both deployed and in garrison, is that
| ogi sticians neasure their internal processes to inprove CSS
functional performance. These metrics are not supported unit
focused and do not inprove the integration between the CSS
functions and the overall performance of the logistics chain in
support of the warfighter.

Integrated | ogistics chain managenent focuses on the performance
of the entire chain across each CSS function. To realize the
power of managi ng supported unit requirenents cross functionally
the | ogistics provider nmust fundanmental |y change roles of the
Marines in the logistics chain to deliver logistics chain
responsi ve CSS.

Future State

Single process
for garrison and
deployed
operations

Direct General
Supported Support Support
Unit (Supplier 1)  (Supplier 2)
Integrated O
cross-functional
end-to-end
process
CSS /| AGS
Capabilities
CSS /| AGS
Capabilities

Figure 2: Future State
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Figure 2 represents a cross-functional integrated processfor the
delivery of logistics chain support regardl ess of MAGIF | ocation
Qoviously, this diagramis simlar to what we do today to support
t he depl oyed MAGTF. Fundanentally the process is the sane.
However, this process along an integrated |ogistics chain
managenent, provi des support that is supported unit-focused.

The fundanmental change in the logistics chainis in shifting the
focus of effort from*“internal” functional CSS centric to
supported unit cross-functional process centric. This change is
far reaching in how | ogisticians |look at the roles and skill -sets
necessary to plan, nanage, and execute the |ogistics chain.

MAGTF SUPPORTED UNI T CENTRI C ORGANI ZATI ONS ( CUSTOMER- SERVI CE OR
LOA STI CS CHAI N LI Al SON) .

Custoner service or integrated |ogistics chain |iaison has

mul tifunctional interest for |logistics | eaders. Custoner is an

i nherently commercial termthat for the purposes of this docunent
is interchangeable with the Marine Corps term “Supported Unit”.
Instrunental to the success of the integrated |ogistics chainis
the ability of the logisticians to provide a custoner service or
i ai son connectivity to the supported unit. These processes
ensure supported unit requirenents and expectations are net.
Wthout the basics of customer service or integrated |ogistics
chain |liaison processes in place, nothing else matters fromthe
supported unit’s perspective. There are four basic di nensions of
econom ¢ value that an integrated | ogistics chain can add to a
product or service:

Time. The time factor generally refers to order cycle
time. There are several conmponents that affect tine.
Products and services nust be available the point in tine
the supported units demand them This is called tine
utility or the econom c value added to a product or service
by having it a demand point at a specific tine. For the
MAGTF, the tinme cycle for an order is the request, order
transmttal, order processing, order preparation, and order
shi pping. Renenber, the order in the QA is nore than just
a requisition, repair task, anmunition request, etc. An
order includes everything necessary to fulfill the request
as a parent/child rel ationship.

Dependability. Dependability is the dinmension that can be
nore inportant to sone supported units than tinme. A fixed
| ead-time will allow the supported unit to mnimze
inventory. Fromthe service aspect, a dependabl e delivery
all ows the service provider to schedul e resources to a
plan. The el enents of dependability are cycle tines, safe
delivery (undanmaged or | ost), and correct orders.
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Communi cations. Information flowis instrunental to the
success of any logistics chain. In the order information
stage, the use of electronic transmttal can reduce errors
in transferring order information fromthe order to the
recei pt into production or inventory.

Anot her aspect of comunication relative to custoner
service or logistics chain liaison is actual contact with

t he supported unit. Conmunication with the supported unit
is vital to nonitoring custoner service or |logistics chain
liaison levels relating to dependability. Comunication is
instrumental in establishing |ogistics service |evel
agreenments (SLA). The SLAs establish the rules by which
the integrated | ogi stics chain can neasure its perfornmance
and in turn the |l ogistics performance the supported unit
can expect.

Further, even though the SLAis the rule, there will be
situations when the | ogistics organization may not hit the
target. That is where conmmunications is a two-way street.
The integrated | ogistics chain nmust comunicate to the
supported unit in those cases, which allows the supported
unit to recalibrate their processes to incorporate the
change.

Conveni ence. SLAs need to reflect the mssion of the

supported units. In a perfect world, all supported units
woul d be created equal and one set of SLAs would apply to
all. In a MAGIF that is not the case. The units of the

MAGTF are generally in sone varying formof preparing to
depl oy or return froma deploynent. The SLAs shoul d be

i ndi cative of the supported unit’s position in the

depl oynent cycle and the m ssion or capability they provide
t he MAGTF

Measuring Custonmer Service or Integrated Logistics Chain Liaison.

The four dinmensions of custoner service or logistics chain
iaison are the underlying basis for establishing standards of
performance of the integrated |ogistics chain. The performance
nmeasurenents in use today are not necessarily in the best
interest of the supported unit. Those perfornmance neasurenents
denmonstrate how well the logistics chain CSS providers perceive
their performance. But the perfornmance neasurenents inportant to
the supported unit are:

Orders received on tineg; Orders recei ved damage free

and
Orders received conpl ete;
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Orders billed accurately

Meeting the supported unit’s SLA and expectations requires new
roles in the logistics chain organization foster help integration
and focus on the supported unit.

OPERATI ONAL ARCHI TECTURE ROLES

The CA will introduce roles that are no |longer internally or
functionally CSS focused, yet create the coordination and

i ntegration necessary to manage, froma “supported unit focused
perspective”, the supported units orders. Instrumental to
integration is the ability to nmanage a | ogistics chain cross-
functional ly and nanage requirenents from a begi nni ng-to-end
perspective. The follow ng provides description of the QA roles
for the integrated |ogistics chain:

Request Managenent (RM) - Function of generating, approving, and
subm tting demands for products and/ or services.

Request managenent is usually perforned at the supported
unit where the demand is generated, validated, prioritized, and
consol idated with supported unit requirenents. The order is
sourced internally if possible; and if not possible subnmitted to
the Order Manager of the supporting CSSE via the OVB. RMis a
uni quely USMC | ogi stics chain OA process. Commercial industry is
not able to interact at this level with the supported unit by
law. Cenerally, the request or order for a Battalion/Squadron,
Regi ment/ MAG wi I | usually be generated fromwi thin that
organi zation’'s S 4

Request managenent is a process that is unique to the
Marine Corps. Conmercial industry does not use such a process
since they have no direct control of their custoners. Conmercia
i ndustry does use sone of the principals, such as requiring
little if any user training and requiring mninmal technical
know edge, and sinplified approval. The RM process provides the
Marine Corps much nore. Using this process step, the integrated
| ogi stics chain can begin to bundle the entire supported unit’s
requirenment to forman order. Today the nechanic enters tasks to
work orders and supply clerks identify requisitions, etc. The RM
process identifies to the |logistics chain network that there is
an imredi ate demand that requires attention. Today, the health
of a principle end item (PEl) is not known until the nechanic
formally enters the work order. The use of this process is
limtless because of the data capture capability.

Supplier 1 (S1) - This portion of request managenent is the
initial interface to S1 (supporting CSSE). Request nanagenent
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begi ns the comunication or requirenments identification for
fulfillment (and other purposes, i.e. identifying un-funded
requirements) by the integrated |ogistics chain; initially this
begins with the Battalion or Squadron. Mreover, this also
begi ns the custoner service or the integrated |ogistics chain
liaison interface with the consuner. Perfornmance neasurenents of
t he basic dinmensions of custoner service or integrated | ogistics
chain |iaison begin here.

Order Managenent (OM) - Function of receiving, routing,
coordinating, and tracking supported unit orders through to
fulfillment, providing feedback and coordi nating Service Level

Agreenment’s (SLA's) with the supported unit. O der nanagenent
will be perforned at the supporting CSSE headquarters.

Order Manager - Serves as the supported units’ single point
of entry into the integrated |ogistics chain. The O der Manager
is responsible for receiving and processing supported unit
requests, routing orders to appropriate CSS capacity manager(s),
coordinating fulfillment w th capacity manager(s), and
conmuni cati ng order status back to the supported unit. The O der
managenent process is the responsibility of the Headquarters of
supporting CSSE

Order nmanagenent changes how the integrated | ogistics chain
in the Marine Corps fulfills a supported units requirenment. Wen
a supported unit requires a product or service fromthe |ogistics
chain today they pieceneal the parts of the orders to the
| ogi stics functional CSS stovepipes to fulfill that requirenent
(see figure 1). Under the ILC OA, the order manager is a single
poi nt of contact within the integrated |logistics chain that wll
act on the supported unit’s behalf to coordinate fulfillnent for
all aspects of its order. An exanple utilizing this concept
woul d be a requirenment to support a supported unit’s
famliarization fire for its T/E weapons. Using a parent/child
rel ati onship, the parent order would be a request to range fire
T/ E weapons and the children orders are all the various rel ated
lower tier CSS orders that are required when a supported unit
needs to go to the weapons range (i.e. support for transportation
to and fromthe range, food at the range, nedical support, weapon
limted technical inspections, range coordination with SE, and
amuni tion transported to the range). Unlike today, the entire
requi renment under the OA and the integrated | ogistics chain
concept is managed by the CSS provider for the supported unit.

Capacity Managenent (CM - The function of planning, managi ng,
optimzing, and prioritizing resources and capacity to fulfill
t he supported unit denmands.

Capacity managenent will be conducted by the supporting
CSSE. Capacity managers fromthe various CSS functional areas
within that CSSE (i.e., supply, nmaintenance, transportation
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etc.) will plan, prioritize, and ensure all resources at their
di sposal are allocated and enpl oyed nost effectively to support
the MAGIF mission. They optimze capacity within a particul ar
CSS functional area (inventory, maintenance, transportation
etc.) and are responsible for allocating capacity and capability
to supported unit orders, maintaining visibility of capacity and
capability, and reporting status of capacity and capability to
OM The CSS capacity managers will ensure the order manager has
the ability to integrate, coordinate, and conmunicate all the
capacity that exists in the CSS functions across the MAGIF.

I nventory Capacity Manager (ICM - Pl ans, manages,
optimzes, prioritizes, and allocates inventory capacity and
resources (e.g., inventory, warehouse capacity, noney, and
personnel) to best fulfill supported unit demands for products
and those products associated with conpleting a service (e.qg.,
mai ntenance). The ICMis responsible for controlling and
understandi ng the inventory capacity for all types of supply
(product).

Di stribution/Transportati on Capacity Manager (DCM - Pl ans,
manages, optim zes, prioritizes, and allocates distribution and
transportation capacity and resources (e.g., transportation
assets, drivers, distribution facilities, materiel handling
equi pnent, and third party distribution agreenents) to best
fulfill supported unit demands for transportation services, for
product distribution, and for transportation required to fulfill
other services. In the future the DCMwi || nanage all
distribution capacity that includes MAGIF organic, transportation
managenent office, contract, and aviation. Today there is no
singl e capacity manager for the MAGIF of the distribution
capacity.

Mai nt enance Capacity Manager (MCM -Pl ans, manages,
optim zes, prioritizes, and allocates maintenance capacity and
resources (e.g., nechanics, tools, maintenance bays, outsourcing
arrangenments) to best fulfill supported unit demands for
mai nt enance servi ces. Today the Mii ntenance Qperations Section
(MXS) has the capability to manage the capacity organic to the
Mai nt enance Battalion. |In the future, the MCMw Il have incurred
resource visibility and plan for the optimal use of al
mai nt enance capacity within the MAGTF

Procurenent Capacity Manager (PCV - Pl ans, nanages,
optim zes, prioritizes, and allocates procurenent capacity and
resources (e.g., contracting officers, governnent credit cards,
purchase agreenents, etc.) to best fulfill supported unit demands
that need to be fulfilled fromexternal (commercial) sources.

Engi neer Capacity Manager (ECM - Plans, prioritizes,
optim zes capacity, and allocates engi neer capacity and resources
(e.g., nobility, counter nobility, survivability, expeditionary
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engi neering, bulk |iquids storage/ production, hygi ene, power
production/distribution, etc.) to best fulfill supported unit
demands for CSS engi neering.

Heal th Servi ces Capacity Manager (HSCM -Pl ans, manages,
optim zes and al l ocates health services support capacity and
resources (e.g., health care providers, nedical materiel) to best
fulfill supported unit demands for force health protection,
casualty and di sease non-battle injury (DNBlI) nedical care,
patient transportation/evacuation, and preventive mnedicine
services. The QA HSCMwi || have visibility of and plan for the
optimal allocation of all health services support capacity within
t he MAGTF

Producti on/ Qperati ons Managenent (PM - Function of coordinating,
pl anni ng, tasking, and controlling how supported unit denmands are
ful filled.

The Production/ Operations Manager plans and controls his or
her respective CSS execution. The Production/ Qperati ons Manager
is responsi ble for applying and assi gning capability and
resources to fulfill supported unit orders, maintaining
visibility of orders, reporting order status to the order manager
(through the respective CMs), and reporting the status of
resources within their domain to respective CSS CMs. The role
of production/operations nmanagenent is primarily the
responsibility of the commander/ O C of the subordinate functional
CSS organi zation that executes fulfillnment such as the CO of
General Support Mai ntenance Conpany, or O C of the ISSA but is
probably del egated to subordi nate | eaders/supervisors (e.g.,

Mai nt enance Chief).

I nventory Production/ Qperati ons Manager (IPM - Pl ans and
controls inventory execution. The | PM assigns supply personnel
and applies resources to fulfill demands for products. The |IPM
mai ntains visibility of orders and reports status to the OM The
| PM maintains visibility of supply resources and reports status
of to the ICM This equates to the General Account officer of
the Internediate Supply Activity responsibilities today.

Di stribution/ Transportati on Producti on/ Qperati ons Manager
(DPM - Plans and controls distribution and transportation
execution. The DPMtasks distribution and transportation
personnel and applies resources to distribute products and
provi de transportation services. The DPMnaintains visibility of
product distribution and transportation service orders and
reports status to the OM The DPM maintains visibility of
distribution and transportation resources and reports status of
to the DCM Today, these duties occur at the supported unit
not or pool s.
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Mai nt enance Producti on/ Operati ons Manager (MPM - Plans and
control s mai ntenance execution. The MPM tasks nai nt enance
personnel and applies resources to fulfill nmintenance services.
The MPM naintains visibility of maintenance service orders and
reports status to the OM The MPM maintains visibility of
mai nt enance resources and reports status to the MCM

Procurenent Production/ Qperati ons Manager (PPM - Plans and
controls procurenent execution. The PPMtasks procurenent
personnel and applies resources to fulfill supported unit demands
fromexternal (commercial) sources. The PPM maintains visibility
of supported unit orders and reports status to the OM The PPM
maintains visibility of procurenent resources and reports status
to the PCM

Heal t h Servi ces Producti on/ Operati ons Manager (HSPM -
Pl ans and controls health services support execution. The HSPM
tasks health services support personnel and applies resources to
fulfill health services support. The HSPM maintains visibility
of health services support orders and reports status to the OM
The HSPM maintains visibility of health services support
resources and reports status to the HSCM

Engi neer Production /Qperations Manager (EPM - Pl ans and
control s engi neer services support execution. The EPMtasks
engi neer services support personnel and applies resources to
fulfill engineer services support. The EPMmaintains visibility
of engi neer services support orders and reports status to the OM
The EPM maintains visibility of health services support resources
and reports status of to the ESCM

Execution/fulfillment (E) - Function of executing CSS tasks to
fulfill supported unit demands. The Executor(s) receives tasks
fromtheir respective PMs, executes specific tasks to fulfill
supported unit orders, and provi des execution status back to
their respective PMs.

I nventory Executors (IE) - Receives tasks fromIPM
execut es specific supply/inventory related tasks to fulfill
supported unit orders for products, and provides order status to
| PM

Di stribution/ Transportati on Executors (DE) - Receives tasks
from DPM executes specific distribution and transportation
rel ated tasks to provide distribution and fulfill supported unit
orders for transportation services, and provides order status to
DPM

Mai nt enance Executors (ME) - Receives tasks from MPM
execut es specific mai ntenance related tasks to fulfill supported
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unit orders for nmaintenance services, and provides order status
to VPM

Procurenent Executors (PE) - Recei ves tasks from PPM
executes specific procurement actions to fulfilling supported
unit orders for products and services fromexternal (conmercial)
sources, and provides order status to PPM

Heal th Service Executors (HSE) - Receives tasks from HSPM
executes specific health services support related tasks to
provi de health services support and ful fill supported unit orders
for health services support, and provides order status to HSPM

Engi neer Service Executors (ESE) — Receives tasks from
ESPM executes specific engineer services support related tasks
to provide engineer services and fulfill supported unit orders
for engineer services support, and provides order status to the
ESPM

An exanple of howto apply the roles in the QA and the
parent/child rel ati onshi p di scussed above is to | ook at the
weapons training evolution again. The S-4 of today’'s infantry
battal i on has to assunme the order manager, capacity nmanager, and
producti on nmanager roles and al so coordinate with as many as four
or five CSS and ot her organizations to schedul e, organize and
execute the training.

In the future under the integrated |ogistics chain, the supported
unit need only identify the nature of the training evol ution
“Onm FAM fire, for fifty Marines on this date with appropriate
CSS requirenents.” Fromthat supported unit request, the CSS
order manager creates the “parent” order of 9nm FAMfire and
works with his or her appropriate functional CSS capacity
managers to determne availability to promse fromtheir
respective CSS “child” orders. The child orders for exanple
coul d consi st (based on the supported unit request) of

cal cul ating transportation requirenents, calculating chow

requi rements, calculating ammunition, and then informng the
supported unit the order is in process and then confirmthe date
and pick-up point. This same concept is applicable whether the
request is for a broken 5-ton, building a bunker, or a training
exerci se at Fort Bragg.
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ORGANI ZI NG FOR MAGTF LOG STICS CHAI N | NTEGRATI ON AND EXECUTI ON.

Today, CSS activities are scattered throughout the MAGIF. The
managenent of these activities have been marginally effective
because there is no built-in nmechanismin order to assure that
there is integration (ebb and fl ow of resources) and coordi nati on
(unity of effort) in order for a MAGIF Commander to make truly
optimal operational decisions.

The OA enphasi zes a process-based structure in order to manage a
broad group of logistics chain CSS activities as a “val ue-added
chain.” The focus of main effort for this strategy is to achieve
an effective and efficient integrated |ogistics chain. There are
five process types in the QA flow plan, source, nmake, deliver
and return. The three |ogistics processes that formthe
integration to these process types are the order nanagenent
process, the repl eni shnment process, and the process for

devel oping an integrated production and distribution strategy.
The key el enment here is that the integrated | ogistics process
nmust enphasi ze horizontal process flow, which consequently
creates a seanless service delivery system |In essence, the
product of the |ogistics organization is the val ue-added service
provided to the MAGIF warfighter.

Managi ng the three process types incorporates the new rol es

i ntroduced above. Figure 3 belowis a high-level deconposition
of these QA roles and their relationships fromthe supported unit
toSl. Further, the QAillustrates the one point of entry for

t he supported unit to use for logistics chain fulfillnent. That
one point becones the coordinator for all orders that the
supported unit submts. The single point provides coordination
and integration for the CSS functional areas to satisfy the
supported unit's "parent order".

Enterprise Level

& Planning 3

CAPACITY MANAGERS

GODUCTION MANAGERS

IR

Legend:

OMS = Order Mgmt Section (OM)
RM= Request Mgmt

| = Inventory (CM, PM, E)

M = Maintenance (CM, PM, E)

D = Distribution (CM, PM, E)

Figure3: Mid-Level Role Diagram
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The single point of entry for the supported unit in Figure 4 and
5 belowis the CSS order manager. The order nanager manages the
parent order and its associated child suborders through their
respective CSS functional CMs. The order manager’s
responsibility is to manage t he conpl ete order on behalf of the
supported unit. As previously nentioned an order may be nore
than a single action. It’s a parent/child relationship that may
span multiple CSS functions. The OA CSS functional roles (i.e.
capacity and producti on mangers) manage “"child" or sub-conponents
to the "parent” order while the order nanager nanages the parent
order. This differs fromtoday where the CSS functional nmanagers
process their own requisitions, nmaintenance actions,
transportation requests, etc, by thenselves. Under the OA the
order manager coordinates the fulfillnment of the "parent" order
and establishes delivery dates of the order based off the input
(capable to prom se) fromthe respective CSS functional capacity
managers. The order nmanager is the “single face” to the
supported unit and manages the supported unit’s expectations and
requirenments. In addition, the order nmanager manages establi shed
SLA' s.

Taki ng OA one step further, Figure 4 and 5 begin to further
deconpose the roles and associate themto a notional organization
(the organi zational structure nmay evolve with the conplete

i mpl erent ati on of the QA).

Figure 4 depicts the role of the order manager. The Unit Support
Center (USC) perforns the order nmanagenent function. In order to
be effective, the USC nust apply the principles of custoner
service or logistics chain |iaison discussed earlier in this
docunentation. Some of these principles tailor the SLA to each
supported unit. The supported unit representatives within the
USC will be famliar with the m ssion, Training Exercise and

Enmpl oyment Plan (TEEP), and the unit’s T/O&E in order to
effectively manage the orders fromthose supported units.

Further, Figure 4 deconposes current organi zations into the
remai ning roles of the OQA. CSS capacity managenent nay or nay
not be centralized as part of the Conmbat Service Support
Qperations Center (CSSOC). Figure 5is a decentralized
representation of capacity managenent. The role of the order
manager does not change; the diagrams represent the task
organi zation possibilities based on m ssion and | ocati on.

Bot h di agranms pl ace producti on nmanagenent and its execution in
the functional CSS battalions of today. At that |evel the
activities of turning wenches, building bunkers, delivering
health care, etc. are simlar to today.
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Proposed Organization and Roles
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Figure4: Proposed Organization and Roles (Centralized)
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Decentralized Capacity Mgt
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Capacity Management Roles
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VWHAT DOES THI'S MEAN TO THE SUPPCORTED UNI T?

Customer Role

RM - Battalion S-4 (or
as designated by the
Commander)

Proposed Organi zati on and Rol es (De-Centralized)

The roles at the supported unit al so change under the OA. As a

request or,
thei r fundanent al

requirenent.
t he chain as demand generat ors.

the supported unit needs to have an understandi ng of
Supporting units participate in
The request managenent process
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fl ow has two purposes. The first purpose is to sinplify the
supported unit’'s process to identify requirenents. The second
purpose is to introduce the |logistics organization into a
supported unit support role that assists the supported unit and
devel ops relationshi ps, sets expectations, and negotiates SLAs
with the supported unit.

Today the logistics chain requires the supported unit to have a
det ai | ed under st andi ng of who, what where, when, and how CSS
support will be provided. That understanding includes training in
each functional ly devel oped application or nmanual process
required to register that demand with the supporting CSS

organi zations. Figure 1, reflects this process.

ORGANI ZATI ONAL DI SCUSSI ON

CSS functions and capabilities will be realigned to support the
end-to-end processes defined within the OA. The benefit of this
realignment will be the supported unit within the MAGTF. The
CSSE, itself, will be nore robust, capable and flexible inits
ability to support and sustain the MAGTF.

FSSG Standing Battalions. The function-based battalion
organi zation of today’s FSSGs may or may not be dramatically
restructured into standing, functionally conposite units. Even
assum ng the continuation of function-based battalions, there
will still be dramatic reorgani zati on of the CSSE because of the
i ncreased scope of its responsibilities and capabilities.

Conmbat Servi ce Support Detachnents (CSSDs). \Whatever the
st andi ng organi zation, the CSSE conmander nay establish tailored
(task organi zed) CSSDs, as required, to provide direct/general
support to selected units of the MAGTF. The conposition and
capabilities of each CSSD will be dictated by the situation.
Resources will ebb and fl ow between CSSDs, as directed by the
CSSE commander through his C agencies, in order to support the
requi rements of the MAGIF commander. Al though establishnment and
di sestabli shnment of CSSDs will be situational dependent,
typically, they will be established to support MAGTFs.

LOA STI CS/ CSS COVVAND AND CONTROL.

Command and control organi zati ons and procedures within the MAGIF
will be largely as they are today with the exception of the CSSE
The CSSE's C will be nore robust in both structure and
capabilities in order to execute its increased responsibilities.

To ensure continuity of support and m nim ze operational

di sruption, CSSE C* organi zations and procedures will be largely
the sane in conposition and operation as those enployed in
garrison. Habitual relationships that exist between el ements of
the CSSE and its supported units in garrison wll carry over into
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depl oyed operations to ensure continued famliarity with the
supported units’ requirenments and mnet hods.

Conbat Service Support Elenment (CSSE). The CSSE wil |
conduct C for ground—common CSS and is accountable to the MAGIF
Conmander for sustaining the force. The CSSE will exercise
conmand and control over its subordinate units through its Conbat
Servi ce Support Qperations Center (CSSOC). The CSSOC wil |
function nmuch as it does today but will have expanded pl anning
and operational responsibilities. At the sanme time, many of its
current detailed CSS provided to the supported unit will be
shifted to a new, nore focused and responsive Centity, the USC,
and its sub-elenents, Unit Support Teans (UST), Materiel and
Readi ness Liaison (MRLN) Teans, and supported unit Techni cal
Representatives (TR). These CSS C? agencies are described bel ow.

Conbat Service Support Qperations Center (CSSOC). Fromthe
CSSOC, the CSSE commander will conduct future operations planning
and current operations oversight and control. The CSSCC wi || be
to the CSSE commander what the Tactical Ar Conmmand Center (TACC
is to the ACE commander or the Conbat Operations Center (COC) is
to the GCE comander.

The CSSOC wi Il be the tactical nerve center of the CSSE.
Wt hin guidance i ssued by the commander through his battle
staff, it will “fight” the CSSE. It will provide the
capabilities necessary to integrate, coordinate, and direct
CSS operations in support of the MAGIF.

The CSSOC wi Il plan and direct the m ssion taskings
and manage the ebb and flow of CSS resources anong the
subordi nat e commands through a “CSS Tasking Order” (CSSTO,
the CSS equivalent of the ACEs Air Tasking Oder (ATO.

The CSSOC will control the maneuver of the CSSE s
subordi nate commands on the battl efield and oversee the
provi sion of support to the CSSE s supported units.

The CSSOC will interface with and oversee the CSSE
subor di nat e commands and C agencies, and will coordinate
with the current operations and future operations cells
within the other elenments of the MAGIF, higher supporting
conmands (e.g., M.C and MATCOM), and equivalent staffs in
ot her conponents in joint operations.

The CSSOC wi Il not normally exist as a separate entity
in garrison, nor will it have a “fixed” organizati onal
structure. As with current practice, the CSSOC wi |l be
“task organized” fromw thin the standing principle and
speci al staff sections and subordi nate comands of the
FSSE CSSE to neet specific mssion requirenents.
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Unit Support Center (USC). The USC under the control of the
order manager will be the CSSE s principal point of
contact/interface with its supported units. It is inportant to
note that the USC wll also be the supported units’ sole point of
contact with the entire logistics chain. The CSSE will deal wth
t he upstream nodes on behalf of the supported unit.

The USC will be a cross-functional C |ogistics chain
i ai son agency, subordinate to the CSSOC, whose expertise and
focus of effort will be on anticipating, receiving, validating,
entering, managing and fulfilling supported unit support demands.
It will be, to the CSSE commander, roughly what the Direct Ar
Support Center (DASC) is to the ACE commander and the Fire
Direction Center (FDC) is to the artillery comrander.

Unlike the CSSCC, it will be a standing organi zation within
the CSSE headquarters and will performessentially the sanme roles
i n depl oyed operations as it does in garrison. The USC w ||
ensure continuity of supported-supporting relationships between
the CSSE and its supported units whether in garrison or depl oyed
oper ati ons.

The USC will consist of an appropriate QC SNCOC, a
managenent section, and dedicated Unit Support teanms (UST' s).
The CSSOC will coordinate the activities of the SUSC through its
managenent section. The managenent section will oversee and
control the activities of the SUST and will maintain a close
interface with the Adm nistrative and Logi stics Qperation Centers
(ALOC s)/ Avi ati on G ound Support Operation Center (AGSOC) of the
ot her el enments of the MAGIF, when established, or through their
G S-4's, when not.

Unit Support Teans (USTs). The USC will be conprised of a nunber
of cross-functional UST' s, each having a permanent rel ationship
with its supported unit(s).

UST's will manage all support requirenments to their
supported units across the spectrumof CSS, frominception to
conpl etion. The UST's will also provide supported unit’s
pl anni ng/ requi renents forecasts, via the SUSC managenent section,
to the CSSOCC to aid in the devel opnent of the CSSE s CSSTO

The USTs will provide dedicated support and will maintain
habi tual relationships with their respective supported
organi zations; i.e., the UST that supports a reginent in garrison
will be the sane that supports it when depl oyed. A sub-set of
that sane UST will support subordinate commands of that reginment
when separately depl oyed (e.g., a battalion as the GCE of a
Marine Expeditionary Unit (MEU)). Likew se, sub-sections of the
UST' s supporting other supported units of the MEF will deploy to
support their units.
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In depl oyed MAGTF's snaller than a MEF, a slice of the USC
managenent section and the conposite of UST sub-sections depl oy
in support of their individual supported units will conprise the
USC. Most of the supported unit support/service structures
currently resident within the subordi nate battalions of the CSSE
wi Il be subsuned into the UST s.

Techni cal Representatives (TRs). One or nore technica
representatives will be assigned by the USC to each supported
unit down to battalion/squadron | evel

TRs will be functional/technical subject nmatter experts
(SME's) who are famliar with the products and servi ces being
provi ded and the capabilities and procedures of the providing
CSSE.

They will function in simlar manner to the Tactical Ar
Control Parties (TACP s) organic to GCE units. Al though organic
to the USC, TR assignnents to supported unit-units will be
rel atively permanent (garrison and depl oyed) to ensure
famliarity and continuity with their supported units’ nethods
and requirenments.

They will assist their supported units wi th planning and
forecasting, diagnosing/identifying, preparing, submtting,
tracki ng and receiving demands to the USC

TRs will be under the operational control (OPCON) of their
supported unit’s |l ogistics sections.

Mat eri el and Readiness and Liaison (MRLN) Teans. MRLN Teans will
be tailored, cross-functional Iiaison teans with CSS execution
capability collocated with their supported unit(s) based on the
METT-TS L of the supported unit.

They will be established when m ssion, geography, the
tactical situation, or other factors necessitate their enpl oynent
to ensure responsiveness to the supported unit(s). They wll
routinely be established to assist the staff of any unit for
whi ch a subordi nate command of the CSSE has been given a direct
support m ssion.

MRLN Teans wi |l consist of expert supporting unit support
personnel and necessary conmuni cati ons and automat ed i nformation
managenent tool s/ equi pnent to assist with planning supported unit
requirenents and fulfilling supported unit demands. The MRLN
Teams will be simlar in function to the artillery |iaison
section in the GCE's Fire Support Coordi nation Center (FSCC).
They will provide the sanme type of expert advice and
pl anni ng/ operati onal assistance to the supported units’ |ogistics
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sections as the artillery liaison teamdoes to their operations
sections.

They will also provide a layer of redundancy in C?* structure
to ensure uninterrupted command and control of CSS units and
ful fillment of supported unit demands if conmuni cations are
di srupted or eneny action incapacitates C nodes at higher |evels
within the CSSE

MRLN Teans wi ||l be under the tactical control (TACON) of
their supported units but will remain under the operational
control (OPCON) of the CSSE commander.

LOA STI CS/ CSS PLANNI NG AND EXECUTI ON

Pl anning. Future planning will be as today. Future
operations |ogistics/CSS planning will be acconplished in rmuch
the sane way and by the sane staffs within the el enents of the
MAGTF as is done today; however, because of the UST cl ose
relationship with the CSSE s supported units at all levels within
the MAGTF, the process will be much better integrated.
Consequently, the “ebb and flow of establishing and
di sestablishing CSSD s, noving resources anong the standing
battal i ons and CSSD s, and assi gni ng m ssi ons/ support
relationships will be better integrated and organi zed as wel | .
The CSSOC wi Il nmanage the ebb and flow through a CSSTO cycl e
simlar to the ACE s ATO cycle. The USC and its subordi nate
elements (UST/ TRRMRLN) will contribute to that process by
actively taking part in supported unit-unit operational and
requi renments planning. Forecasted requirenents devel oped by the
USC, like pre-planned targets, will be prioritized and de-
conflicted by the CSSOC (in coordination with its counterparts in
the GCE and ACE) in accordance with the MAGIF commander’s
gui dance and MET-T, and published to its subordi nate comrands for
execut i on.

Qperations. Tactical operations of the CSSE will be
simlar to those today. The CSSOCC will “fight” the CSSE with
much the sane resources and using tools and processes simlar to
those currently enpl oyed. Support operations of the CSSE,
however, will be dramatically changed fromtoday. Pre-planned
and recurring supported unit demands wi |l be received, processed
and managed by the USC. And, supported unit requests wll be
transmtted directly to the USC (or, alternately, its subordinate
MRLN Teans) vice to the unit that will provide the support.
Requests for support that are not pre-planned or recurring wll
be coordinated with the CSSCC for fulfillnment instructions, after
whi ch, the USCCRC wi || nanage themin the sanme nanner as pre-
pl anned/ recurring demands. Preplanned support is any supporting-
supported relationship that is included in the CSS Task O der

(CSSTO. Recurring denmands are typically centered in the CSS
sub-function areas of supply, maintenance, and some services,
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al t hough pre-planned support in the areas of transportation,
engi neering, and health services can be recurring.

M ssi on taski ngs, such as general support/direct support, and
unit assignnments, such as attachnent, will be enpl oyed as they
are today in accordance with METT-TS-L. Supply distribution

nmet hods (point/unit distribution) will be enployed in the sane
fashion as today, with the exception that the nature of the
product needed by the supported unit will be factored in when
deci ding the nethod. The higher the m ssion value of the
product, the nore likely the unit distribution nethod will be
enpl oyed. For this reason and for reasons of greater supported
unit focus by the CSSE, nore focused core conpetencies within the
MAGTF, etc., unit distribution will be the normand supply point
distribution the exception. Al so, equipnent maintenance will

i nvol ve nuch heavier reliance on contact teans fromthe CSSE
This greater reliance on distribution of supplies and mai nt enance
services on the battlefield versus enbeddi ng CSS capabilities

wi thin each organization will have a | ong-range i npact on the
make-up of transportation resources within the CSSE. For
exanple, the tactical vehicle fleet will have considerably nore
drop-van and shop-van variants relative to its current nake-up.
O her services will be performed nuch as they are today except
for their C--all requests for service will be submtted through
and managed by the SUSC.
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